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Project Direction 

• Preliminary Stages of Project 
– Assemble Project Management team 

– Fast Track Effort  

• Set up flexible system to quickly and accurately manage change and set up controls 

• Assemble experienced team 

– Work Breakdown Structure 

– Organization Structure 

– Establish WBS Level 2 Management (and if possible Level 3 and if lucky to Level 4) 

– Establish straightforward lines of communication to BNL Senior Management  

• Weekly/bi-weekly meetings 
– Project Management status meeting with senior BNL management and project/technical advisory 

committee 

– sPHENIX Project Management meeting 

– Subsystem technical and status meetings 

– Engineering team - status meeting 

– Science status and coordination meeting 

– Engineering/Technical coordination meeting 
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Project Documentation 

 Work Breakdown Structure 

 PM Organization Structure 

 High Level Top’s Down Schedule (Anticipated CD Authorization) 

 Preliminary Bottom’s-Up Schedule 

 Recommendation Tracking System (Comment Resolution Book) 

 Preliminary Basis of Estimate Document 

 Preliminary WBS Dictionary 

 Draft NEPA Evaluation Document (Met with ESH and Draft by 12/31/15) 

 PCDR 

 Preliminary Contingency and Risk Analysis Document 

 Integration (Detector Envelope) Drawing 

 Preliminary Q/A and Project Configuration Management and Controls 

 Preliminary Hazard Analysis Report (started) 
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Project Management Documentation 

• Work Breakdown Structure 
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1.     sPHENIX Design, Production, Commissioning 
1.01 Project Management 
1.02 Magnet          
1.03 Tracker  (not included in DOE TPC)        
1.04 EMCal        
1.05 HCal         
1.06 Calorimeter Electronics         
1.07 DAQ/Trigger         
1.08 Infrastructure         
1.09 Installation/Integration 
 
2.    sPHENIX Preconceptual Activities          
2.01 Decommissioning  
2.02 Magnet Acceptance Testing 
2.03 Tracker Generic R&D and Preconceptual Design          
2.04 EMCal Generic R&D and Preconceptual Design 
2.05 HCal Generic R&D and Preconceptual Design          
2.06 Calorimeter Electronics R&D and Preconceptual Design          
2.07 DAQ/Trigger generic R&D and Preconceptual Design 
2.08 Infrastructure Preconceptual 
2.09 Installation and Integration Preconceptual 

 

On-Project 

Not On-Project 



Project Management Documentation 

Project Organization Structure 
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Project Schedule Documentation 

• High Level Top’s-Down Milestones 
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Project Schedule Documentation 

• Preliminary Project Schedule – Detailed Bottom’s-Up Schedule 
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• MS Project 2010 Schedule 
• 1600+ Lines 
• Predecessors/Successors 
• Critical Path/Milestones 
• Subsystem files merged into Master File 

• M&S is considered Fixed Cost and is 
accrued at the start of a task. 

• Labor is based on an hourly rate and is 
prorated across the task duration. 



Project Schedule Documentation 

• Preliminary Schedule – Critical Path* 
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Tracker Production --> 

Tracker Installation --> 

Subsystem 
Commissioning 

Schedule Float 
Cradle Baseplate – 190d 
Production Outer Hcal - 11d 
Production Inner Hcal – 56d 

Production EMCal – 153d  

* Critical Path shown has redundant, parallel - equal duration tasks 
removed for clarity. 



Project Schedule Documentation 

• Preliminary Schedule – Secondary Critical Path 
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Outer HCal Production --> 

Detector Construction 
(All Subsystems) --> 

Subsystem 
Commissioning 



Project Schedule Documentation 

• Preliminary Schedule – Labor Breakdown (HCal Example) 
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Project Documentation 

• Recommendation Tracking System (Comment Resolution Book) 
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Project Documentation 

• Preliminary Basis of Estimate Document 
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Project Documentation 
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Page 3 

• Preliminary Basis of Estimate Document 
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Project Documentation 

Preliminary WBS Dictionary 

 

1. PROJECT TITLE: 2. 
DATE: 

3: PERSON RESPONSIBLE 

SPHENIX 02/17
/2015 

M. ANERELLA 

4. WBS ELEMENT CODE 5. WBS ELEMENT TITLE 

1.02.04.01 MAGNET MECHANICAL COIL/CORE MODIFICATIONS INSTALLATION/TESTING 

6. INDEX LINE NUMBER: 7. REVISION 
NUMBER AND 
AUTHORIZATION: 

8: REV. DATE 

      

9. APPROVED CHANGES 

  

9. ELEMENT TASK DESCRIPTION 

COST CONTENT:  

 THE COSTS ASSOCIATED WITH THIS ITEM ARE FOR BOTH LABOR AND MATERIALS. THE LABOR IS THE EFFORT BY 
ENGINEERS, TECHNICIANS AND OTHER PERSONNEL ASSOCIATED WITH THE PREPARATION OF THE MAGNET AND VALVE BOX 
FOR SHIPMENT FROM BUILDING 912 TO THE EXPERIMENTAL HALL, AND INSTALLATION, REASSEMBLY AND ALIGNMENT OF 
THE MAGNET AS DESCRIBED IN THE INFRASTRUCTURE DESIGN WBS DICTIONARY ENTRY. MATERIAL COSTS ARE FOR 
CONSUMABLES USED IN THE INSTALLATION AND ALIGNMENT OF THE MAGNET.  ALL LABOR AND MATERIAL ESTIMATES FOR 
THIS ARE BASED ON ENGINEERING ESTIMATES. 

TECHNICAL SCOPE:  

THIS ITEM INCLUDES ALL TASKS REQUIRED FOR DISASSEMBLY OF THE VALVE BOX FROM THE MAGNET, PREPARATION OF 
THE MAGNET AND VALVE BOX FOR SHIPMENT FROM BUILDING 912 TO THE EXPERIMENTAL HALL, AND INSTALLATION, 
REASSEMBLY AND ALIGNMENT OF THE MAGNET AS DESCRIBED IN THE INFRASTRUCTURE DESIGN WBS DICTIONARY ENTRY.  

MECHANICAL SUPPORT STRUCTURES (THOSE STRUCTURAL COMPONENTS OF THE SPHENIX DETECTOR WHICH INTEGRATE 
AND STRUCTURALLY SUPPORT THE DETECTOR SUBSYSTEM THAT COMPRISE THE MAGNET SUPPORT MOUNTING AND 
ASSOCIATED ALIGNMENT FEATURES). 

WORK STATEMENT:  

  

THE EFFORTS REQUIRED TO COMPLETE THIS WBS ITEM ARE DESCRIBED FOR THE VARIOUS SUBTASKS AS FOLLOWS: 

  

MAGNET SYSTEM INSTALLATION AND ALIGNMENT - THIS TASK ENCOMPASSES DISASSEMBLY OF THE VALVE BOX FROM THE 
MAGNET IN BUILDING 912, PREPARATION OF MAGNET AND VALVE BOX FOR TRANSPORT TO THE EXPERIMENTAL HALL, 
REASSEMBLY OF THE VALVE BOX TO THE MAGNET IN THE EXPERIMENTAL HALL, IN SITU ADJUSTMENTS AND INSPECTIONS 
OF THE MAGNET AND ALIGNMENT OF THE MAGNET TO THE CALORIMETER. 

  

DELIVERABLE: MAGNET INSTALLED AND ALIGNED TO CALORIMETER, READY TO BE POWERED AFTER UPPER CALORIMETER 
INSTALLATION. 

WBS Dictionary to Level 4 

WBS 1.02.04.01 Dictionary 



Project Documentation 

• PCDR/Science Report – Defines Science Requirements, and how they 
relate and help define Technical Requirements (Indico Site) 
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• Integration Envelope Drawing/Document 

 • Define (early in project) detector subsystem 
envelopes and stay clear zones.   

• Establish reasonable buffer between components 
(owned by project management). 

• Establish interconnect regions for attachments 
and supports. 

Rich Ruggiero to discuss in Breakout Presentation 



Project Documentation 

• Risk - Top-Down (Project Level and Subsystem Manager Level) 

• Contingency 

• Top-Down-Global (for this review) 

• Bottoms-up Task Based Contingency Evaluation 

• ATLAS/DUNE - Labor/Materials Contingency 

• BNL SBMS – Technical/Cost/Schedule Contingency 
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Irina Sourikova to discuss in Breakout Presentation 

• Bring Quality Concepts into project 
• Link BNL Quality Office Requirements to project 
• Link Standards Based Management System Requirements 

to Project 
• Bring Configuration Management into project 

• Document Control 
• Change Control 
• Lines of Approval 
• Define Interface and Approval requirements to other 

participating departments and institutions. 

Jack Eng to discuss in Breakout Presentation 

Preliminary Contingency and Risk 
Analysis Document 

Preliminary Q/A and Project 
Configuration Management Plan 

Preliminary Hazard Analysis Report 

Paul Giannotti to discuss in Breakout Presentation 

• Follow CA-D 2011 Safety Assessment Document (SAD) 
• BNL ESH Requirements 
• Safety Committees 

• Radiation Safety Committee 
• Experimental Safety Review Committee 
• Accelerator Systems Safety Review Committee 
• ALARA Committee 



Back Up Slides 
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Condensed Summary Tasks and Milestones 
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Condensed Summary Tasks and Milestones 



Critical Path 
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Critical Path 
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Critical Path 
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Critical Path 
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Project Schedule Documentation 
• Preliminary Subsystem Milestones 
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Project Schedule Documentation 
• Preliminary Subsystem Milestones 
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Project Schedule Documentation 
• Preliminary Subsystem Milestones 
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Project Schedule Documentation 
• Preliminary Subsystem Milestones 

 


